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T0: All Reciplents

I would grestly appreciate your comments.

I sugpest:

|

1. That e senfor playming snd reviev board be estsblished in ERA,

ddrectly subordinete to Chief, FRA; the panel to consist of the Division

Chiefe in BRA.

e

Every misher of the board would be responsible for revievwing
vefore publication s11 the major produsts (including
contrituticas wo NIE's, IP's and arce wide peojects, but
excluding NIS's, CSM's and contributions tc OCI pa:ﬂolicg,tions)

of gll bremehes in ERA. The board would receive jroducts

direetly from the branches snd weuld submit them with théir

group recamendetions to Chief, FRA. The board would not
itself prepsye coordinated reports from contributions, but -
at en early zsﬂ:ége would diseuss with the reajgmiblg branch
the prepareticas of coordinated reports. The beard would
reviey the courdinated report before transmititing it to
Chief, ERA.

The beard would consult with ONE coscerning the terms of
reference for NIE's. The board wauld,/ have the responsibility
for prepexring the outline for the ERA contributions to NIE's,
and the terme of reference for all branches, calling on any
analyste or branches vhom they need for essistance.

Each division chief vould continue to be responsible for
thoae products of hiam division not reviewed by the panel as
e whole. This would include NIS's, which in most c;sesx :

would be veviewed by the Deputy Division Chief.

2. That the board custumerily eall onm the anelyst-suthors of

papers to defend thelr products in an oral review. - The analysts would

be mupported in their defense by thelr branch chiaf's, dbut the primary

responsibility for defemse should rest upon the ‘analyétf ‘The panel

vould have the autharity %o call oa eny analyst whom they Judge cowld
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Foreas 1;?"* ? aches and ma!sing rougmandations.

5. Bined the aﬁa}rﬁ;iéﬂ of these propofals would masc heaw m&nm

g the Bivisdon ﬂ.@jem AE wowld be mcesam o mlieire thom oi’ Feme
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Division Chlefs (eed the Aduministrative Asolstents).
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6. I recommnd theb these changss be approachesd m@mi\m&maﬁ.};g iy

fres Iniblebing them Por the rrowration of the nevk foviet end Chipese

.‘QE‘.L«.; @ .

v Alveonly wder dhen.

Loavalyst, or o braneh, is responsible

@ effoctive neapomsibility for choosing

8 cenvributed by other bespches ofiern zosis uPan 0n

Ay
3. DA pegebintes with 008 oo “i&ze werms of vefeyrwone Pop Nif's, ead
prapares the b s of refevoncs foy the centributing bronehes. . ?
b, Theve 16 now estabiichsd an OBR wrowobion panel. Y% includen aomE

v wontd Bm oon tho propossd senior peview panel .

EX

1. The sdvanbags 28 of the mrocedures bers propesed ere thab tlsey
]

vould dmpreve THA'p weseorch :@@aﬁmat, eliminaw duplicotion of ei‘fm‘t i

ond roise the morale oi" TRA mm&mm:l. L
\

s E:é}.fvy mvm Iraprove rdm'a resesreh mﬁs&mﬂ; ikzseauae &heg,r mmm
33 Taprews aosman siesbion botveon th-a inz’!.i?iémal!s emz‘i gmupe
within TR, snd provide a meema fw‘ e?fec“&imly
cecrdindting thely efforts. Ib %ul& in ef‘f’ee'b re@.uee
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analysts would (supported by their branch chiefs) talk
direetly %o oll the division chiefs, who would be scting
es direct substentive represemtatives of Chief, ERA (in
gome ceses Chief, Eeonamic Researcﬁ Aven vould undoubtedly
81t on the panel).

2) Previde o high lewel, cazpetent group, familier with all

. the zroducts and oll the rescurces of ERA. Thia group
would be in a position to effeetivelar direct all the

' resources of ERA townrd the achievement of owr goals.

‘Because of its contoet with all ERA persounel the group;
tould be in e positica to call on individusls in the
esteblishuent or modification of gosls. The penel would
egndider not only whether or mob our profucts were correct,
but alse, whether they are worth vhile.

' 3) Provide e group which could cemanieam offeetimly with
the ORR panel of cmsultants. By thele knmrledga of the
cmtx-ﬂemtim o papers, the senior rwlew penel wau.ld. be
in a position to debate the publiﬂhzd *ms:l.m

b T% mum improve the morale of m pemmnel 'bcca.use it srould:
1) Provide the anslysts with a high level group - ready to
debete with them thie controversiel espeets of their
rroducts. This would increese the omclysts' sense of
respoasibility for their work, ma their fesling of worth
vhile acccapligiment.
2) Provide a high-level group, whech, heving reed the
 substantive product of all apalysts end dlscuszed the
wroducts with the analysts, would be in e positien to
evelusie persennel capebilities and. mm Jndgmnts da.
Wﬁi@ym
The shove yrogosal is derived from my ovn experience, and from my
dipeusslens with verious peresne in ERA. The memtim is mimily:
atwsd ot improving emaﬁcmi& cmd coordinaticn within the FRA, and
betueen TRA and other appppisetions. ¥ is my belie? that the
deofsions es to vhat problems should be a.tﬁacke& with Imﬁ 8 rasouress,
aud bow the Sotel protduct of ERA analysts should be eambined and
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eondemaa into ﬂnisheé products ere s¢ important that thw are dbest
entrusted o a hmh level group. Hmmmr no @mup m!.ll be in a
poelticn to make these decisions wnless the neEbers or the group ave
thoroughly famillar with a1l the rescurces end profucts of‘- ERA

There i8 an obvicus denger thet eny mdii-person MW bmm.i
counld become a mjur botitle-neek in sn mtelligenee produchion proceés.
This 18 of course not xy intention, end I do mt believe that w
suggestion would necessarily le2d to such a aituati«m. I ha:ve not
apecified the intemal erganization of the panel. Howmr m-gam:’ed
*ntmmllg I beifuve o major consideration should be to gi've the
eh;a.Lzma sufficient authority to insure that the ponel would not become
a bmtle«mek. In this conmecticn it should bBe emphosized that T am
not meoposing an edditions) level of review to thoss now existing. I
believe an additional level of review would be most unwise. Therefore,
it i3 eseenilsl to ﬂm working of my sugzestion that all Gj.wisim chiefs
mcﬂlve all contribubicns et the gese 'bime, 1. a. 3 tha.t the ¢hie1’ of the
pm{hming dﬂ.ﬂaicn zwt receive emtri‘butim Prom his divisim e:ad
review ﬁhﬂab@fm the other panel mrs receive m I think 1t
em&m‘t 18l that one Mﬁxian chief not Be in the p@sitiam of defending
&he pmﬁmr-%s of his dlvision before the other dftvﬂ.mim chiefs. Evex'_r
effurt muet ‘«‘saz maﬁta to ingsye that the penel decisicns be as objecﬁim
as posnible, Tmt; & frotess whoerchy esch Givim.m chief ml& mmt
and dﬁf@m& the products of his divigsion, a8 hiza mspmei‘bnity, caul&
cuncelvebly mt@rfe:m with an cbjeetive evaluation.

Since sy suggestics luvolves relieving the «s.wini.én eméfs or'm
of their cwrrent responsibllities for thelr dtvisions (in arder to allow
then sufficient time to aztam 58 the proposed new dauties), eml auo
’mucm the divieion ehiei's of :u:ﬂividue.l respmsibllity for thooe

Mucta of their ciivisioaw vhich a.re to be reviewed by the board, it

iz cabwiezm that I aa wggemins that 4o soms extent 1bhey cem to be
div‘luim chi &fa _

If a1l edministretive fumzti‘m‘m handled by the branches
diveetly with St/A and other staffs, apd 1f all mbmm:.im ;&oduem
wntM%lyfmmﬂmhmmMstothewa&nel {wtoanothm-
rew.w penel dirvectly under Chief, ERA - as might be éme fms NIS's),
then t'-here mruld be no nezd far the mmt diviaion mmatm
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Mlthough I enviston this eo probebly s loglesl development, I do not
IropoBe & ravelutiopary elimination of the rasent d.ivision organizgations.
I propose rather sn egperimental or evoluticnery approach to the poss:lble
"withering awey” of the divisicus.
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